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THE IN-BASKET EXERCISE 



WHAT IS IT? 

Training which approximates or "simulates" experience forms a bridge between the 
training and performance on the job. The case method, for example, attempts this ap- 
proximation. (See TG 5-16, "Management Development Casebook.") A new technique 
which simulates experience even more closely is in "In-Basket Exercise." It consists 
of confronting a group with such material as a supervisory or administrative official might 
find in his in-basket on a given day and requiring each member to decide how he would 
handle it. The items in the in-basket present a variety of realistic operating situations 
ranging from the simple to 'che complex* 

Various settings have been used for the exercise and different roles have been played 
by the participants* The selections are made on the basis of the backgrounds and needs 
of the participants* For the exercise used in this guide the role is that of a VA manager. 
Each participant assumes the role of Mr. Homer Sage, newly appointed as the Manager, 
VA Center, Utopia, Somestate* On arrival Mr. Sage finds that he has to leave the station 
in two hours and will be gone for two weeh:». The Assistant Manager is_home with a minor 
illness. Mr. Sage's secretary has left a packet of materials in his in-basket* As Homer 
Sage, each participant is to go through the packet and note on each item what he would do 
and why he would do it. He is not allowed to call anybody in to help him, to phone anybody, 
or to take any of the materials with him on the trip. He may, however, write reference 
slips or notes. When the Homer Sages complete this assignment, the moderator leads a 
discussion. He asks the group members how they handled the items and stimulates a dis- 
cussion on the various approaches used. 

WIL\T ARE THE ADVANTAGES? 

These are pretty much the advantages of the case method which are described on 
page 2 of TG 5-16. However, the in-basket exercise achieves certain of these advantages 
more fully. 

o It provides specific experience in individual decision making and problem solving. 

Some of the items are connected in various ways, so it is necessary to dis- 
cover interrelationships. 

Some of the items are considerably more urgent than others, so it is neces- 
sary to determine the relative importance of various matters. 

The time is short, which requires that it be used in the most efficient manner. 

o It produces a vivid realization that supervisory and administrative problems do 
not have a single answer. A group member may feel quite content with his an- 
swer, until somebody else not only comes up with a different answer, but also 
makes a good case for it. Members also discover that they may have overlooked 
a factor or chat th«*y have given different emphasis to the factors. 

o By requiring the members to select the person who will best carry out an action, 
it brings out the importance of getting things done through people* 

o It allows for interchange of experience. When several members mention that 
"the same situation happened in our division one time," they realize that other 
people have problems similar to their own and that other people have difficulty 
in solving these problems. 

HOW CAN YOU USE IT? 

1, Read through the appendices. Appendix A outlines the instructions for the ex- 
ercise; Appendix B is a demonstration item to give the group an opportunity to 
try out the technique; Appendix C contains items of the type which can be used 
in an in-basket kit; and Appendix D gives some notes on these items. These 
notes do not give a complete analysis. They simply list some comments which 
may help the moderator in conducting the discussion. The notes cover aspects 



such as ticft type of item, the relationehips of items, possible responses, and 
questions which may occur to the Homer Sages while they are deciding what they 
would do. 

2. Decide the role that the pgrticipants will play . We have already mentioned the 
role of the Manager of a VA Center. You may wish to use your own type of sta- 
tion. Most persons in the middle management level should oe able to put them- 
selves in the role of afield station manager. Another possibility is to use a lower 
level, for example, a division chief. If this is done, the items should be sufficiently 
general so that a cross- section of station supervisors will be able to tackle them 
without too much difficulty. 

3. Develop substitute items, if desired. The sample items in Appendix C are il- 
lustrative of the type that can be used. Judging from our experience with this 
technique, you should not have any difficulty in drawing on your own experience 
to develop substitutes for any items you don't wish to use. We suggest about ZO 
to 22 items. They should be mostly those w'lich provide exercise in applying 
administrative knowledges. You can include a few routine items for sake of 
variety, as well as a few "trap" items. The latter are those having hidden im- 
plications which may be overlooked unless the items are carefully studied. You 
will note that in the samples we haveused names that add a touch of humor. This 
helps to keep the group "loosened up." If you prefer, of course, yj«.: can use 
"straight" names. 

4. Reproduce items locally. Have enough for a complete kit of items for each 
member of the group. 

5. Decide the procedure which the moderator will use. A suggested procedure is 
as follows: 

a. Give a brief introduction. Outline the purpose of the exercise. Stress that 
while the exercise is quite practical, the group should have fun. The experi- 
ence of those who have used the technique is that participants enjoy it. 

b. Read the instructions. Appendix A, aloud. Stress the ''act that each person 
is to write down not only what he would do but why he would do it. Unless he 
does the latter, the ensuing discussion is likely to be shallow and, therefore, 
less beneficial. 

c. Distribute the instructions and give the group a few minutes to read them. 
Both hearing and reading the instructions will make them stick better. An- 
swer any questions about the instructions. 

d. Distribute the demonstration case (Appendix B) and allow the group about 
five minutes to do it. 

e. Discuss the demonstration case. The elapsed time up to this point should be 
about 20 minutes. 

f. Distribute the kit of items you have developed. Tell the members how much 
time they will have to complete the assignment. Allow 75 minutes for about 
20 to 22 items. While the group is working, walk aroimd the room so you can 
answer any individual questions. 

g. At the end of the 75 minutes give the group a "break." You may call the 
"break" earlier than this, if many of the group finish early and show signs 
of restlessness. Caution the group to defer discussion of the items until 
after the "break." 

h. Discuss the items. An hour and a half for this would be about the minimum 
time. Of course, more can be allowed. The items don't have to be taken up in 
any order. You can start with a few easy ones to give the group confidence; 
another way is to ask the group members which item they considered most 
pressing. It isn't essential that all items be discussed. For each item allow 
sufficient time for the group to give a number of responses and to discuss 
them. However, don't allow the discussion to get so protracted that the group 
covers only a snail number of items. 
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i. Give a 10-15 minute summatio*i. One approach is to describe sonie of the 
points relating to decision making which were touched on during the discus- 
sion, either explicitly or implicitly. For example, these **needs" are usuall> 
mentioned: 

(1) The need to consider the facts. However, you never can get "all the 
facts." The question is, * *When do you have enough facts to justify 
action?" 

(2) The need to consider timing. The right decision at the wrong time can 
turn out to be a wrong decision. The saying, * 'Better late than never" 
is sometimes, ''Better never than late." Inaction is sometimes advis- 
able. 

(3) The need to look under the surface. Will a particular solution treat the 
symptoms and ignore a deeper problem? Will you, in effect, be giving 
aspirin for a headache that persists? 

(4) The need to adapt the dec i s ion to the s ituation . No act occurs in a 
vacuum; everything takes place in a rich context of human relationships 
and other circumstances. In order to make a wise decision you must 
try to know this cortext. 

(5) The neeo to consider the consequences of the decision. An immediate 
solution which appeals from the viewpoint of expediency may also involve 
pitfalls, as for example in the way people respond to it. It may also look 
less desirable when you look at the long-range consequences. 

(6) The need to consult* This means using your experts and consulting those 
who can help you make a decision* But it also means consulting those 
who have to make the decision work and those who are affected by the 
decision. 

(7) The need to understand the limitations of orders* This refers to an 
appreciation of the fact that issuance of orders doesn't necessarily en- 
sure the accomplishment of purpose* 

SOME OTHER TIPS 

1. Some members of the group may have difficulty placing themselves in the role 
as assigned* They may say, "I wouldn't try to handle these types of problems 
in such a short time" or "I wouldn't think of deciding these things without calling 
a staff meeting." If this occurs, agree that the situation is artificial in certain 
respects. Explain that the "rules of the game" have been purposely constructed 
to achieve certain specific purposes. Point out that the problems are typical, 
even though no one station would have so many troubles, and that consideration 
and later discussion of them will be valuable. 

2. Initially the gioup may look for a "school solution" or may expect the moderator 
to decide which of the proposed solutions is correct. Usually there is more than 
one right answer. One of the tasks of the moderator is to help the group realize 
this. For suggestions on how to carry out this task see pages 8 through 11 of 
TG 5-16* 

3. The dates used in the appendices are based on Homer Sage's arrival at the Utopia 
Center on a specific date. This has been done so you can see the chronological 
relationship of the items. We suggest, however, that you make the date of arrival 
the same as the date on which you conduct the exercise. This gives it more im- 
mediacy* I^ you use any of the sample items, adjust the dates accordingly. For 
example, in the first paragraph of Item 5 the date of the luncheon should be the 
second work day following Homer Sage's arrival at the station. 

4. The items in Appendix C are numbered for ease of identification with the com- 
ments. We suggest you also use a numbering system; this will it easier for the 
participants to identify the items readily during the discussion period* If you do 
this, mix up the items in the kit so that the members won't feel that they have to 
tackle them in strict numerical order* 



APPENDIX A 



INSTRUCTIONS FOR THE 'IN-BASKET EXERQSE** 

"We are going to have a little exercise in individual decision making and problem solving, 
in a hypothetical management situation. You are to assume that it is 8:45 a.m., Friday, 
August 25, 1961. You, Homer Sage, have arrived about 30 minutes ago at the Utopia VA 
Center, Somestate, to assume your duties as Manager, a post to which you were appointed 
2 weehs ago. '^''our predecessor, Rollin Stone, was transferred at that time to another VA 
station. The Utopia Center consists of an RO with 300 employees and a GM&S Hospital 
(600 employees) with one closed ward. The station number is 4075. 

This is the first time you have ever been to Utopia VAC. About 10 minutes ago you re- 
ceived a wire from CO telling you that you have to go to CO on a special project. You will 
return to Utopia on September 4, 1961. In order to catch your plane you must leave the 
station at 1 1 a.m. - 2-1/4 hours from now. 

Your Assistant Manager, Miles A. Way, Acting Manager for the part 2 weeks, is home today 
with a mild touch of laryngitis. After receiving the wire from CO it takes you about 15 
minutes to take care of various administrative details connected with your trip, including 
the designation of Lee Gill, Chief Attorney, as Acting Manager until Way's return. You 
decide to spend the two hours remaining in going through your in-basket AND TAKING 
WHATEVER ACTION IS APPROPRIATE on the items in it. 

For this exercise, you are to go through the entire contents of your IN-BASKET and write 
down in a few words on each item what you would do and why. Every action you wish to 
take should be noted down briefly, including notes to your Secretary, to others and yourself. 
{TJse "Homer Sage" as your signature, of course.) You cannot call anybody to help you, 
phone anybody, or take any of the materials with you on your trip. 

You are to use your own experience as the basis for your actions in the role of Homer Sage. 
Please try to put yourself in his place for the duration of the exercise. 

You will be given 75 minutes in which to write dcwn on each item the action you would take 
and why. Then you will have an opportunity to discuss w ththe other participants the ap- 
propriateness of your actions. 

The IN-BASKET packet will be collected at the end of the session. However, this is not a 
test. D o not write your true nam e on any of the items. 

THINGS TO REMEMBER ! 

THE DAY IS TODAY. THE TIME IS THE PRESENT. 

WRITE DOWN BRIEFLY EVERY ACTION YOU WOULD TAKE ON THE ITEM, NOW OR ON 
YOUR RETURN, AND WHY. {If the action involves a memo, letter, or meeting, etc., jot 
down a brief description of the contents or agenda.) 

^ YOU MUST WORK WITH THE MATERIALS AT HAND. YOU CAN'T CALL ANYBODY IN 
TO HELP YOU. YOU CAN'T PHONE ANYBODY BEFORE YOU LEAVE FOR CO. YOU 
' CAN'T TAKE CARE OF ANY OF THE ITEMS WHILE IN CO. 

YOU WILL BE GONE FOR ABOUT 10 DAYS, BEGINNING ABOUT TWO HOURS FROM 
NOW. ALL ITEMS ARE TO BE CONSIDERED AS ORIGINALS (unless specifically marked) 
AND TO BE TECHNICALLY CORRECT. 

ALL ITEMS ARE TO BE CONSIDERED AS HAVING PROPER WHITE AND GREEN COPIES 
ATTACHED {where applicable) AND BEING OTHERWISE IN APPROPRIATE FORMAT. 



ERLC 
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APPENDIX B 



VETERANS AEKINISTRAIION 
CBKTER 
UrOPU» SOMESTAXE 



DEMONSTKATIOK ITEM 



Yotir File Reference: 

In Reply Refer To: 4075/25 



Mr. Lester Corcoran 
Manager 

Utopia Transit Company 
245 Speedwell Street 
Utopia^ Sooestate 



Dear Mr. Corcoran; 



Our Hospital Day earlier this month vas e great success. A very 
large part of this vas due to the special bus service to our Center, 
vhich you arranged. Ue could not have told so many people about our 
medical services to veterans 9 if you hadn't got them out here to 
begin with. 

X aa sure that these special arrangements meant much extra work for 
you and the company employees. As I told you over the phone last 
week, we certainly appreciate your help very much. Thank you for 
your fine cooperation. 

Very truly yours » 



HXLSS A. UAY 
Acting Manager 



NOTES ON APPENDIX B 



Possible responses 

1. What > Note to secretary: "Hold for Mr. Way to sign on his return." 
Whi 



2. 



There is no need to revise this letter for my signature or that of Lee Gill. 
Mr. Way apparently was in direct contact with Mr. Corcoran and it would* be 
better for him to sign the letter. 

What - Note to secretary: "Revise and retype for Mr. Gill's signature as Acting 
Manager. When I return remind me to call Mr. Corcoran also." 



Why 



What 



There is no need to hold up this letter, but when I return I want to get ac- 
quainted with Mr. Corcoran. 



Note to secretary: 
return." 



'Revise and retype for my signature and hold for my 



Why 

Other c omment s 



I want to get acquainted with Mr. Corcoran and this presents a good way of 
accomplishing it. 



1. This is aji easy item which serves to warm up the group and to give them practice in 
writing down both the what and the why. There is no particular format; the group 
will probably not use that shown above. 



2. We xxientioned earlier that you should allow sufficient time to obtain a number of re- 
sponses and a discussion of them. As to the former, the moderator can point out that 
even a simple item like this can produce a number of alternatives. As to the latter, 
those who have decided on the first two responses above will probably take issue 
with those who gave the third response. Of course, as is also mentioned, there won't 
be enough time for an extensive discussion on each item. 
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APPENDIX C 



SAMPLE ITEMS 



\ 
\ 

i 

1 
f 

i 

s 

I 

i 

I 



VHEIUKS AOMINinMTION 



09 AFfKOVAL 
Q AS RCQUCSTCO 
Q CALLMC 

CD oommcnts 
roN siCNATUftc or 



O CONCURRCNCC 
O PDA VOUR nics 
O IHTORMATIOK 
O NCCCSSARVACTfON 



TO Wmnfor titt^OrimniMstionrnt •I^m9nt^Koom No Mnd kidg ) 


INITIALS- DATE 


1. ■ ^ — 

HAoaMt (4075/00) 




^ — 




J- — - — 




4. 




5 ~ — 

KCA90N rO« itSFCftCNCC ^ 





O NOTC AND nnURN 
Q Ptn CONVUSATION 
O RCCOMMCNOATION 
OS StCNATURC 



The do* datt (i.tig- 24) for this report it unrMtocubU« 
Btttldat th« r«port la rmwc«taary« If w« kick up som 
fust fSout It, maybt thayUl dlteoatlnot It nom day. 



VAFOAM «a«A 

OCT ifM aiail 



CXKTtMG STOCKS Of VA rONM SOD. 
NOV IMS^ Wia RE USCO 



▼lalot (4075/24) 



8/24/61 
^^3 



«fo it0~o-4aiite 



NOTE: This reference slip and the following telegraphic 
message are stapled together as one item* 





IC«K 1 









VA CENTER 

irroru, sohzstate 


*^ FRIORin 
••o 




TVft Of (MtHAOC 






[X]«UiTI<Amtt 


OU MOUUTION ) « 101 04 


1M4II0C1C »Jt UM or COMMUNCAT10>« UMT 




TOfGRAmiC MESSAOC 

OfftOAi tMSMtiS 



(ACTION) VACO UASRINSTOM DC 
(INTO) AREA MEDICAL DIRECTOR 



24/ TIME REQUIRED TO ASSEMBLE DATA FOR MONTHLY REPORT OH 
DISTRIBUIION OP EXPENDITURES BY APFROFRUTION RCS X-102 PREVENTS 
SUBMISSION BY DUE DATE. RQST 10 DAY OCTENSION. 00 




I 
I 

8 





>AO|MO 

1 


NO Of »ACIS 

1 


NAMt AHO mu OfOttC» 

Prank N. Erni 


?t7*Chl«f. Pin. Dtv. (4075/24) 


OilCMAtOftSm NO 

XS42 


oah am ««»a«d 
8/24/61 8:20 

sccumv CASS^CATioN 





(TSLirm) 



cnmukL orrici 



(AcnoN) irroriA va carrot 

(XMFO ) AREA MKDICAL DXRICrOfit 

00/ HOMIKLY xerCKT CM DISItXBUtXON OF EXPENOntnUCS BY APntOFRIATION 

ftCS X-102 DUB 9/24 NOT USCZIVBD FOtlOD SUBMIT BEFCtT BY UETUKN VIBE 20/24 



Item 3 



1842 North Main Street 
Utopia, Sonestate 
August 23, 1961 



Manager 

Ut<^U VA Center 
Utopia, Sonestate 

Dear Sir: 

X vanted to write to you, the top man, to tell 
you how much I appreciate what you people did for 
oe during my recent stay at your hospital* Thete 
couldn't have been a nicer, more cheerful bunch of 
persons taking care of me. Incidentally, Joe Smith, 
one of the nursing assistants, was absent the day 
I was leaving and I wasn't able to give him the 
enclosed as a token of my appreciation. Will you 
please see thac he gets It. 

Thanks again for your wonderful work. God 
bless you all. 



Sincerely yours. 





NOTE: The check 



should be stapled 
to the letter. 



ERIC 
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Item 4 



ML S. #tVtaMiMMT 

MEMOMUIIHIM OF CALL 



TO— 



Mr. Sage 



£] YOU WUIC CALtXO Wt — □ YOU WMME 

Mr, Deadline 





Maaikcr or code 






Sr 4-3281 





IXXn.BASC CAU. 
□ VOL CAIX AGAIN 
□ BXTUKinNO YOim CALL 



□ VAtTUCO TO SSS YOU 

□ WtSHSS AN ArrOINTlCSNT 



Lm Tan MnsAox Mr> Pe adllne, the edttor of 
the Utopia Gazette, heard that a meatal 
patient escapee yesterday and vlahes to 
know if htt Is dangerous* 

Mr, Dftadtlne i« p robably 

referring to that patient, Sam E. Loper. 



uscovanHCNTMlCTincorna m7*o-4t2»» (Secty) 



Item 5 



UTOPIA ROTART CLUB 
I2I5 Ma in Street 
Utopia, SonestAte 



August 22, I96I 



Mr. Rollin Stone 
Manager 
VA Hospital 
Utopia, Soaestate 

Dear Mr. Stone: 

Thank you very ouch for accepting our invitation to speak on August 29 
at our noon luncheon. As alvays* we are looking forvard to hearing 
you. 

By the way, one of our members who is a little short this month 
asked me if he could pay his insurance premium late. His payment was due 
August 1, and he ifonld like to wait until September 13. I told him 
that I was pretty sure he had a sixty-day grace period, but that I 
would check with you to make absolutely certain. Would you please 
write to him directly - Y. B. Close, 3510 Abercronbie Street, Utopia. 



Sincerely yours. 




OTIS B. Jo: 
President 



Item 6 



VHERANS AOMINISrriATlON 

REFERENCE SLIP 



TO iNmmm or titl^OrimntMmttonml mlmmmnt—Room No mnd btdg ) 


initials-Date 


1 

Manager (4075/00) \ 




2 

Chle£» Personnel Division (4075/25) 




3 




4. 




i. 





REASON FOR REFERENCE 
1 B APfROVAL 
n AS REQUESTED 
Q CALL ME 
Q COMMENTS 



Q CONCURRENCE 
O FOR YOUR FILES 
n INFORMATION 
2 Q NECESSARY ACTION 



□ NOTE AND RHURK 
PER CONVERSATION 
RECOMMENDATION 

i5El SIGNATURE 



□ 



PREPARE REPLY 
FOR SIGNATURE OF 



For approval and signature. 



HIRAM FAST» Chie£ 
Personnel Division (4075/25) 



8/24/61 



551 



EXISTING STOCKS OF VA FORM 3230. 
NOV IMS. WILL BE USED 



NOTE: This reference slip and the following SF 52 
are stapled together as one item. 



ERIC 
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Item 6 



REQUEST FOR PERSONNEL AQION 

ScfvKe CommiiiK>n FPM R-\ 



FAKT t. REQUESTING OfFICE: Unless otherwise instructed, fill <n all ttems tn thts part except fhose mside fhe heavy Imes If appli- 
cable, obtain resignation and separation data on reverse side 



Corbetty Edward Mr. 


7 OATt Of tlltTH 

1/11/24 


3 CENTiriCATION fOphcflot; 


402 


(1) P«f »««n«l ($p«c'^ qppOMKMMt, raeutgAMAf mn^novon } 

Promotion 


C ffopoivd EffKtiv* Dolt 

ASAP 


D Oof of R«i4imi 

8/23/61 


(3) fotitioA {SpM>^ titaUfiK, otwd^^ ) 




i NATURE OF AatON (UW ilondM l»«mMol09r} 

PROMOTION 


6 EfTEaiVE DATE 
Of AaiON 


7 CIVH SERVia ON OTHER lEGAL AUTHORITY 

2.501(a) 


FROM— Persoonel Assistant 
4075-635-B 

GS-20l*9, $6585 p. a. 
Persoonel Division 
Personnel Activities 

Utopia VA Center 


t fOSITtON TtTlE 
AND NUMAH 

9 SEKICS, G<UO€, 
SALAXY 

10 NAAtf ArO lOCA. 
TON Of OfrtC£ 
lY WHICH 
EMnOYCD 

11 OOTYSTATtON 


T0-» Personnel Assistant 

(Assistant Personnel Officer) 

4075-483-0 

GS-201-11 

SajDe 
Same 


p.. 


12 AffOrtONED 
fOSfllON 


STATE ! 1 



f RaAOiii by Raqw«tt«fl Offk. (Cooltnv* in itvm f on f iF n«(«iiory Show, if .pp|icabl«r ony known orfAhonol or ntodt^cd f*os«nt lof fM>(inotion) 



Exception to promotion plan - "Upgrading of position without substantial change 
In duties". 



Personnel Office?*'^ 


1 R«Qu«it oppra¥«d by 

SigrvlVfO 


H Fo< oddiMAol mtofmohoA Coll (Nbm* an<^ l«l»p'tono nwmbof ) 


Trfi* Manager 



MRT il . TO M COMPt ntP >Y PIRSONNIl O friCI (Ite ms mside heovy lines m Par t I above also to be completed )_ 

13 VETERAN MffERfNCE 



16 APfROftUTION 
Prom 



8432.4030 



14 TENURE CROUf 



17 PAYROll OCDUaONS 



19 fOSITION TO U OCCUnED IS IN THE 



Compsliira 
S«ry<o 



J foiition Clou f cotion Action 



!!LBudftet-Q££i£ftC- 



(2) an Oft K>& CONTROi 



(3) OASStflCATION 



(4) f lAOMCNT OR f Mft 



tnitiol* or Stgnolvrt 



if: 



Oo i> 



(7) UrMtfn ^No% Um ilM* 1 9 Oft r«r.rM for %ton<ioiO form SO nmat^L\) 
OwoliAcehon Sfcindafd . 



(6) APnOVCO lY 



Item 7 



VHEIMNS AOMINISTRATION 

REFERENCE SLIP 



TO {Nmmm or ttttm—Orimntsmtionmt mtrnm^nf-Room No mnd btdg ) 


INITIALS-DATE 


I 

Manager (4075/00) 




Personnel Officer (4075/25) 




3 




4 




1 





REASON FOR REFERENCE 

I [S APPROVAL 
Q AS REQUESTED 
CD CALLMF 
□ COMMENTS 



Q SCNCURRDKE 
CD FOR YOUR nUS 
Q INFORMATION 
2 S NECESSARY ACTKXi 



□ 



MEPARE REFLY 
FOR SIGNATURE OF 



CD NOTE AND RETURN 
n PER CONVERSATION 
Q RECOMMENDATION 
SIGNATURE 



Selection has been made in accordance with station 
promotion plan* This has been discussed with the 
personnel officer. 



Peter Favershan^ Chief 
Registrar Division (4075-136) 



VAFORM EXISTING STOCKSOFVA FORM 3290. 

OCT \%H JXaV NOV IMS. WILL tE USED 



DATE 

8/2A/61 



TEL EXT. 

2522 • 



NOTE; 



Ihis reference slip and the following SF 52 are 
stapled together as one item. 



Item 7 



»£iHl'?'^'*" REQUEST FOR PERSONNEL AaiOM 



MKT t. REQUESTING OfFICEr Unltss othtrwita mstructtd, fili in all lUms in this part txctpt th'-f intde tht fitavy fin*t if appli> 
cabit, obtain rt' gnation and stparation data on rtvtrst >idt 



Rowe> Mary Miss 


2 OATt Of iirm 
4/9/38 


3 CCNTf ICATON (Ophonaf) 


A tfl^w*»i Nvmbtf 

194 


()) f«fMnn*l ($p*o^ qppQ*il«>«nt. rwMvnmvnt mtpmhon. J 

Promotion 


il 


C fr»pot«d EflKttv* Dot* 

ASAP 


D 09t« of t«9WMI 

8/23/61 


(2) ^itw) fSp««^ •fto6/iiK, o6ol<^, ale ) 

Vice: Jane Jones - Resigned 8/18/( 


E Poiiiton S«ftirtn>t?y 


i H» "tor ACTON (Um HQKhnf iwM«iologr) 


6 EFfECTIVf DATE 
or ACTION 


7 CIVN. SEKVICE Ot OTHEl IIOAL AUTHOtlTV 


FtOM— Clerk-Typist 
4075-165-B 

GS-322-2, $3445 p.a. 

Conmunicatlons and Records 
Section 

Registrar Division 
Utopia VA Center 


• rOSfnONTITlE 
AND NUMMl 

9^SCKCS, CXAOC, 
SALAlY 

10 NAMCANDlOCA 
TON Of Off<l 
•Y WHICH 
EMnOYED 

n ourrsTATtON 


TO— Clerk-Stenographer 
(Ward Secretary) 
4075-273-0 
GS-312-3 

Ward Administration 
Registrar Division 

Same 


1 


12 APrORTIONe) 

rosmoN 


STATf [ 1 



f Irtmofil by R«^w««hn« Oflk* (C»Ahnw* mi f on f lid*, i( M<MMry Stow, if opplicibW, any Imo^ wMtttonoi or medifM rtmom fc fM<0MtMn) 



chief, Registrar Division 



H For oiMitionol Mfermotion C«H (Ho»» and hkpt>v» ivnfaor) 

Same* Ext. 2^22 



I Rtqtmt oppfov«d by 
Si9«wk^« 

T't*«^ Manager 



MKT it TO 11 COMWniD jY WKSOWNEl OT HCI (I twws in»tdt heovy line* m Part \ abov aUo to be compltted [ 



I) VETtRAN nCKKNCE 



u AmontuTON 



8432,2500, 
8432,2200 



u TtNuit£ c«our 



17 PArROU OfDUaONS 



13 rOSrrON TO K OCCUriED S IN THC 



Campctrtfwo 
S«fvico 









&*ryic« 







J fotrfion CtoiMAcotiort ActMA 



<" B u dget Officer 



(2| a«& ot CONTtOl 



()) OASSiriCATION 

(4) rucfMiNT o« tm ~ 



lAiMh or StgMlvro 



(7) Kamorkii (Nolm Um >Imi 19 on M««no for StMdkvd 90 rwMVkO 
OwoliAcohort Stondofd 



(« AmiOVCDIY, 



Item 8 



vnEUNSAOMINISTIUTION 


REFERENCE SLIP 


TO (Afam* or titl^^Ori^niwtionmt mtmrntnt-'Koom No. mnd bidi-} 


INITIAIS-DATS 


Astlttant Manager (4075/001) 




Manager (4075/00) 









4. 



REASON FOft RCFERENCC 
CD APPROVAL 
CD AS REQUESTED 
CD CAaME 
Q COMMENTS 



□ 



pncpARE Rmr 

FOR SIGNATURE or 



CD CONCURRENCe 
CD FOR YOUR nUS 
CD INFORMATION 
CD NECESSARY ACnQH 



□ NOTE AND RETURN 
PER CONVERSATIOM 
RCOOMMENMnON 

□ S16NATURC 



As Safety and Fire Protection Officer for this 
station, X think we should do sonethlng about this 
spike heel business* Hot only are spike heels a 
safety hazard, but they alto scar up the wooden 
floors we have In some placet # An average-weight 
feautle wearing spike heelt of 1/4 inch dlaaaeter 
exertt on our floors a pressure of almost 1 ton 
per square Inchi It seems to me that the only 
solution Is to be firm and direct about the prob- 
lem* Request your approval and signature of 
attached station memo. 



Att. 



X.H. VIGILANT 

Chief, Engineering Division 

(4075/138) 



OAU 

8/24/61 



T1UCXT* 

458 



EXISTING STOCKS OF VA fORM 3231. 
NOVlMlkWlU.t£USEa 



CI0tll87-O<-4Mll0 



NOTE: This reference slip and the following memorandum 
are stapled together as one item* 



OfTtOMAl tOtM MO 10 

UNITED STATES GOVERNMENT 

Memorandum 



Feo^Ie employees datk. 



FROM : Manager (4075/00) 



subject: Proper tootwear 

!• In the past aonth three female emplcyees h«iv« Callc^a on the corridori 
covered vlth asphalt tllet In aac^ czi^t che employee va£ «»e«rxng shoes 
with «pik« (itt^Iit. 

2« No such falls have occurred among those emplova^s wearing shoes vlth 
other types of heels« The floors where the accidents occurred were 
properly waxed with non-skid wax and were not sllpperyt Obviously, thd 
problem is one of proper footwear. 

3« Hereafter female employees are to wear shoes with heels that give 
adequate support. This can be done without detracting frots tne atcrsct« 
iveness of the costume* 

4. Effective Monday* employees who report to work wearing shoes with 
spike heels will be required to change to safe footwear before going on 
duty. This is simply good safety practice - the removal oi a hazard before 
an accident ha.opens. Any necessary absence £cr this purpose vlll be 
charged to annual leave or LWQFi as appropriate. 

5. In the past your support of our safety progrem has been most gratifying. 
I would appreciate your continued cooperation In this new aspect. 



UOMBR SAGE 



Distribution 
Special • 1 copy to each 
female employee 



It€lD 9 



VZTERANS ACMIHISTRATION 
DEPARTMEKT OF VETERANS BBNEFtTS 
HASHIKGTOM 23, D.C. 



Aocuft 23, 1961 



Your FlU lU£er«nc«: 



In Reply R«f«r To: 20LJ 



Mr. Homer Sage 
Manager 
VA Center 
Utopia, SoMttate 

Dear Mr. Sage: 

Repreeentatlvet of the Internal Audit Service » Office of Appralaal, vlll 
visit your station on or about Septenter U, 1961, f«r thm purpose of conduct- 
ing an Internal audit of your activity. Hr. R. M. Jones, has been 
designated teas captain for this audit. 

It Is desirable that you be present during the entire period of the audit 
and If clromtances preclude thl^» notify this office at once so that 
necessary changes may be made in the scheduled visit of the teas. 

As you have previously been advised, these representatives are authorised 
to contact any VA employee and to examine all records necessary for the 
execution of the audit asslgnnent. 

I an confident that you vlll wike all the resources of your office avail* 
able to the teaa Msbere, and I shall be personally interested In the 
report which Is developed and your coonMnts pertaining to it. At the 
conclusion of the Survey you are requested to eubnlt a candid report of 
the attitude, approach, conduct and technique of the Internal Audit Teas 
as it inpressed you; it vlll be addressed to ae, " PKRSOHAL^OFFICIAL . " 
This Infonatlon vlll be relayed to the Assistant Adnlnlstrator for 
Appraisal. 

The Internal Audit Service representatives are desirous of using Gray 
Audograph recording equipoent if it is available in your office. There* 
fore, vlll you please advise at once as to vhether or not you have such 
equipment and, if so, if it vlll be available for the use of the Audit 
representatives. 




AttgMt 24» 1961 



Dmx Hr* S«f«: 

I*^ bMo worklag at tb« Utopia Hospital it»t xmy yaaxs 
and thara ara a lot of things I could tall you abo«i& it^ 
laelisdiiig tbm quastioa of vhaxa tha alssiat linan ia foiog • 
I havan*t spokan to anybody bafora* bacauaa I didn't think 
it vould do any food and basidas I bava to aat« 

sata that you ara coning in with a frasb» oaw look and 
Vint to aaka aura that things ara dom right, I know X 
can halp you ia thia and vould lika to talk to you* 

Vary truly yours* 



NOTE: This itam should ba placed in a saalsd an/alopa 
addrasssd to **Hr* Saga** and narkad *'PersonaU** 



VBIERANS ADMINISTRAIION 
CnftBR 
UrOm» SOHBSXAXE 



Your fil% ll«f«rencc: 

Xn Uply lUfer To: 4075/26 



TtM HonorabU 
Solon VlM 

HoiuA of lt«pr«tent«tlv«s 
Vashinftott 25, D* C, 



DMr Mr* Vlt«: 

IUfttr«iic« Is aadt to Mr* ]l0tt*t Uttmv of August 22, 1961, In nhich 
tMi states that bt £m1s that ha vill ba unabla to obtain a loan froa 
local landars and that ha faars ha vill losa tha housa ha Is arranslns 
to purchase unlass ha obtains a dlract loan« 

If aftar ha has contacted tha local landars ha finds that thay vill 
not favorably consldar naklng hla tha loan and if ha is In a position 
to furnish tha raquirad dovn payment plus an aaount equal to 10% of 
tha astijaated cost of construction vhich In construction loan cases 
oust ba placed in escrow to assure peynant of the construction cost 
should any contingencies erise such as increesed costs of materials 
and labor, ha nay than vrite us e letter requesting an application for 
a direct loan and si^it therewith any letters of rejection which ha 
may have received froo privete institutions* 

Very truly yours. 



HOMER SAGE 
Manager 



(TELETYFE) 



vcrauKs asmxnistiuiion routinr 

CEKTtAL OTFICE 

(ACTIOlO UTOPU VA CENTER 
<UIFO) AREA MEDICAL OOtECnm 

00/ ItEURTEL ATJC 23 YOU ARE AUTHOtlZEO TO PROCUHE AX ONCE PAID 
ESCEUITNENT ADVEtXISEMENT IN YOUR LOCAL PAPERS POR PRACTICAL NURSES 
10/135 



ITEM 13 



UNITED STATES GOVERNMENT 



Memorandum 



Mvucw (4075/00) 



daik: Auguct 24» 1961 



FKOM : HtMttMl Offlottr (407S/25) 



stujEcr: roMibU ntxVM of noo*prof«MliOfMl iaplojrMt 
of local prlv»to teopltftlt 

1* At today's ivaeliooci aootiat of tbo local poraooiMl offlctrs» X had 
tho oppoctvaity of t«llciii$ to 9mm of tho portocMl dlxoctoro fron 
prlvAto hoopltali la tte Utopia aroAv X thouiht you vould bo iatorootod 
to laov that thay thiak that thara la a raal poaalblllty that thair aoa* 
profaaaioaal atttalat balp will to out oa atrlka vlthia tha *4axt two 



2« I will ha glad to flva you furthar datalla oa thla aa aooa aa you 
caa fiad tha tlaa* 



vaakt* 




PKES0HAL>OPFICIAL 



Item 



OmOM«t *QlM NO 10 



UNITED STATES GOVERNMENT 



Memorandum 



TO 



M«iM^ ( 4075/00) 



DATE 8/24/61 



FROM : Chief » Adjudlcatioo Dlv« (4075 /2I) 



subject: Keeeeign— nt of Jolia Mag9CI«rk*Steao» GS-4 

1* I wish to errenge for thm reaeeffti— nr of Mr* Joba Heg, CIerk*SMio9 
G8«4» to another divleloiu Hir«i Fast» PO telle ae, how ew r, 
thet there is no poseiblllty of r«aeslgPMent at thie tiae. 

!• Hr*Ke8 1m been a problea at this station for 10 yeeret Three 

years ago I acceptad him vith grava als givioM oo^T hocewee I 

needed eoaebody very daaperataly. Be>tdee» the then aeneaer 

insistad that I take hia. I £eel thet I*ve done ay part 

and that arrangeaent s should now ba aade for soacbod^ else to shara the 

burden 

3, Hayl aea yon about this* 

%9 Please axcusa the Z^flager typing* I cottldn*^^ of conreap ask Mr* 
Hag to do this for ae« 




GCKDOM Knot* 



Item 15 



Office Mfitnorandum • united states government 



TO 



• Nuut^^ (4075/00) 



DATE: August 23, 1961 



FKOM : OkUU Lmo Guaranty OlTlsioa (4075/26) 



SUBJBCT: Wk^Ioj^ MorsU 

U It hM cow to wf attontion that tha aorala alttiatlOQ In tha Adjodlca- 
tloa Dlvialott la ga^ttat out of hand «nd I think yoa ahovid know about It 
ao that you vill ba In a battar poaitlon to dacida what to do about it« 

2* Thaaa axa a Um typical canaaa of aaployaa dlaaatlafactlon: 

a. Fallnca to glva tha wployaa ada^ta or daflnltn InforMtlon about 
hla job and Inatroctlona aa to axactly uhat la axpactad of hl»« 

b. Fallura to proMta fxam vlthln uhanavar poaalbla. 
c* Favorltlan aaong tha aaployaaa anparvlaad. 

d. Crlticlan or "bawling out" an aaployaa In tha praaanca of othar 
anployaaa rathar than prl^taly. 

a. Lack of intaraat on awparrlaor'a part In anployaa'a work and wall* 
balng. 

f. ?allttxa af auparvlaor to dlatlngulah batwaan honaat nlatakaa and 
groaa caralaaanaaa or willfully laimpar parfoxannca of doty* 

g. Tailing or Inplylng to an OMployaa that It will ba "bad" far hln 
If a coaplalnt la csrrlad to hlghar authority. 

h* Ignoring tha quaatlona of an anployaa* 

1* Biasing an aaployaa unfairly In aattara ralatlng to hla work. 




vnmNs/uiwianMTioii 
REFERENCE SLIP 


Item 16 


TO Ufmrnm or titl^^rgmtUMatloift mtmrnMi-Room No. t%d UJg.y 


INITIALS-DATE 


L 

mwkf rag (^i07S/n)^ 




Manager (4075/00) 












REASON RM KFOICNCC 





AfTMTVAL I — I CONCURRDCe LJ NOTE AND RCniMI 

AS RE1QUCSTE9 1—1 FOR YOUR FILES LJ RER CONVERSATION 

Q CAILMC Q ntTDRMATKM O REIOOMMENOATION 

OOHHCHn I— I NECESSARY ACnON / LU StCNATURC 



□ PRCRARERIPLV 
ratSICMATURfOr 

KMARKS 



Noted. H. Meek> H.D. 



STARCH 
Chief Nurse (4075/118) 



DATE 
TEL. EXT. 

439 



VAFORM 9 AM EXISTING STOCKS Of VA FORM »». 
OCT Its* »«V NOV IMS. WILL RE USED. 



NOTE: This reference slip and the following memorandum 
are stapled together as one item. 



OPTiONAi 'Mm^ no ro 



PERSONAL^OFFICIAL 



Item 16 



UNITED STATES GOVERNMENT 

Memorandum 

TO : All NursM date: 
FROM • M«n4ger (4075/00) 



subject: Policy on employment of members of the seme family 

In the lest six months there have been three merr leges between nurses and 
male Nursing Assistants* The hospital has no right or desire to Interfere 
In the private lives of Its employees* However» any nurse fully conscious 
of her professional status and obligations vlll realise that If the hus* 
band continues In employment In the Nurclng Service* some difficult 
supervisory problems may arise* If it is otherwise feasible^ the husband 
will be transferred to a position of equal grade outside the Nursing 
Service* Nurses are reminded that In any event no VA employee is to be 
under the imnediate supervision of any member of his family* 



HOMER SAGE 



PERSONAL-OFFICIAL 



VETERANS ADMimSTMTIOII Item 17 

REFERENCE SLIP 



TO {Nmm*or tttl%^Orimnumtionmi mt^m^nt'-Room No. and tldg ) 


INITIALS-DATE 


L 

Mr, Sage 









4 



REASON FOR REf UtENCE 
CD AFf ROVAL 
CD AS REQUESTED 
CD CAUME 
CD COMMENTS 



CD COHCURRENCC 
CD FOR YOUR FILCS 
CD INFORM ATtON 

CD NEcessARf :tioii 



CD NOTE AND RETURN 
n KR CONVERSATION 
CD RCOOMMCNOATIOH 
SIGNATURK 



□ 



PREPARE REPLY 
FOR SIGNATURE OF 



The complete record in this removal case, including 
the verbatim transcript (153 pages) of the taped 
recording of the hearing and the recoonendation of 
the Employee Hearing Connittee, is in my safe. 



FROM 



^ (Secretary) 



OATl 

8/24/61 



VAFOAM EXISTING STOCKS OF VA FORM m. 

OCT tiM «iC«ll NOVtmwujLKUsea 



NOTE: This reference slip and the following 
letter are stapled together as one item. 



VETBKAMS ASMIHISmilOII 
CmtBR 



Your Flit ll«£ereiic«: 

In Rtply Rt£tr To: 4075/25 



PKM<K4L>OFFICIAL 

TO : Mr. Garson Ltnp ^ 
Nursing 8«rvlG« 
Utopia VA Ctnttr 

SUBJ: EanoVAl 

!• In coDMction with the Ittttr ot July 21, 19il » in which you 
vtrt sivtt Advance notice ot your proposed reooveli e decision hes 
been aede to reaove you £or ceuse fron esployneni. In the VA» effective 
on Sept. 1> 1961 p besed on the f el levins reesees: 

Cherges I end ii es steted in the notice of proposed reaovel ere 
sustained* Cherge III is also susteinedi but it is recognized 
that in connection with this particular charge your action was» in 
part» provoked. 

2« In reaching this decision* I have carefully considered ell of the 
evidence of record* Including your written reply* the fects developed 
during the bsarlng* end the reconendetion of the Bmployee Heering 
Comittee. 

3. You heve the right to eppeal tnis ection to the local Regionel 
Office of the U.S. Civil Service Ccwission* 121 Butternut Street* no 
later then ten days after the effective dete of this action. However* 
if you do not exercise your right of eppeal to the Coomission* you 
heve the alternative right to appeal within ten days after the effec- 
tive date of this ection to the Adoiinistrator* through this office* on 
the bests of the record. This is In accordance with the policy of the 
VA not to consider wployee appeels concurrently with the civil Service 
Coanisslon* since the Veterens* Preference Act of 1944* ae enended* hes 
established the ConDission es the final authority for appeals under 
Section 14 thereof* A further explenetion of your appeel rights may 
be obtained by consulting with the VA Personnel Office* Room 110. 



HOHER SIGB 
lienager 



1209 Maple Street 
UtopU, Somstete 
August 23, 1961 



Director 

UtopU Vets. Hospital 
Utopia, Sooestate 

Dear Sir: 

When I was being interviewed for a Job at your 
station, the man asked me whether X had Indian 
blood in me, and when X said X did, he lost all 
interest In hiring lae* Up to that tine he talked 
like he was going to offer ne the Job* Well, X 
wouldn't accept your cruony Job now if you gave 
It to me on a platter* 

X am sending a copy of this lettei: to my congress* 
man, who Is a. good friend of us Indians, and to 
the Utopia Dally Tabloid* 



Very truly yours » 




Item 19 



1402 Pitch StrMt 
Utopia* SoMstattt 

AugUttC: 24, 1961 



Veteraiit Aiktlnlttratioa CMt«r 
Utopia 9 Soattttata 

Daar Sir: 

I aa eartainly glmd that I had tha praaaaca of alnd 
to eootlnua wf CI Inauranea* For a vbila 1 thought 
I had dona a «iaa thing in aonirarting wj Inauraoca* 
Howa^r, 1 now find that 1 nay hava dona tha vrong 
thins* 

Tha othar day 1 wa happy to raoaiva a diTidand chack 
for $58.20 on ay $10,000 policy* My nifa aho««ad thia 
chack to oor naighboTy Hra* Blacky vhoaa huaband alao 
ia a Mtaran, vho haa iaattraacny who didn't coovart* 
How, it jttat ao happana that wa ara both aga 43« and 
that wa both hava a $10,000 policy* But tha fumiy 
thins ^ that hia non*convart tarn iaauranca divi- 
dand chack waa alao $58,20* 

I an quita diaturbad ovar thia* I don't think it ia 
fair bacauaa ny pranitm ara ao nuch hishar than hia, 
yat wa both gat tha aant dividand* I an aura vou 
raalisa how upsat 1 naat ba ovar thia nattar id if 
1 don't gat an axplanation you can ba aura that I will 
taka thia up with Cons^raaaaan Skallay* 




UNITED STATES GOVERNMENT 



TO 



Memorandum 



MMUS«r (4075/00) 



date: A«tttsC 24 » 1961 



ICtn 20 




FROM : ChUf, Conctet Dlvltloo (4075/29) 



subject: CovpUint on InfoTMCloQ iMk In our Uglocuil Office 

1* Mr* Clydt KiiishC, fU14 contact r«pc«««nt«tlvt la North UtopU, has 
conplnlntd that th« local Mnrlco offlcor rocolv«s «dv«oot infonMtion 
froa Mr* Uistor, th« mtvIm orguiUatlon roprosont4tliM horo in tho 
RtgionAl Office about CUU« Adjudication Mttars* I haira had othar 
indications that Mr« Last«r Is abla to gat this typa of iaforMtion 
through parsonal contacts bars in tha RO* 

2« Mr* Knight wriUs that this prsMtura Information has rasultad in 
anbarratsMnt for hbu But nora ijuportaat it has causad incoovanianoa 
for vataraas* For axaapla, in tha past aonth satraral hava appaarad for 
axaaination vhan not «ehadttlad« 

3* I hava spokan to tha Chiaf of tha Adjudication Pivision about this* 
It saans to na that what is naadad is tha issuanca of aaotbar warning 
to all our aaployaas* 




Attgtttc 25» 1961 



PPSOMAL*omCIAL 



Mr« RoMr Sag* 

Utopia VA Ctntcr 
DCopla» SoMttatc 



Daar Mr. Sag^: 

X hava baaa aaployad at chit hospital is a probatiooal tCatoa for 
cha pate six aoaths* Earliar chia vaak it vaa ditcorarcd chat I 
bad a past hiatory of turcocic addictioa, aftd chaC I didsi*c santion 
chit whoa I appliad hara for asplojfvaiic at a Gllaical Ptychologitc* 

I>r« Maak» Oiraccor» Profattiooal S«rvicat» callad m to hit offica 
yattarday and tpoka to «a about thit» but ba wouldo*t-*or covlda^t-* 
tall m wbat» if aoything» it toiag to bappati to va* X told him X 
bava aot takaii dnifs for ovar tvo yaart now* Ra adaittad that 
X bava baan dolag fiaa vork and that ba voold oavar hava tuapactad 
I bad baan an addict. Ha told aa ha ragrattad that thit aatr^r bat 
aritan» atpacially tinea tha Utopia Caatar it to thort of clinical 
ptychologittt* 

I ifould appraciata year varifying thata ttataatttitt vith Dr« Maak* 
X aa tura» too» that tha Chiaf» Clinical Ftychology Servica^ vill 
baar out hit opinion of ay ability and good conduct* 

Naturally tba uncovaring of thit titnation bat placad ma undar a 
tavara aaotioaal ttraia« X bava a vifa and two childran to tupport. 
Baing raaovad froa thit potition In tba VA would dattroy my latt 
cbanca of baing rababilitktad at a profc^tional aan* Thit it tha 
only raatOQ I did not ditclota ay patt vacord of addiction* 

I know bow buty you will ba during your firtt day bara» but I dat- 
parataly naad to taa you thit vary aoming* X will ba waiting for 
you to call aa to your offica. 



Ratpactfully yourt^ 




DOCTE& OftEBN^ ?h*D, 



msONAL'OFFXClAL 



APPENDIX D 



NOTES ON ITEMS IN 
APPENDIX C 




ITEMS 1 AND 2 



1. The reference »lip and teletype for Item 1 are separated from the teletype of Item 2 
in the kit of materials. One of the tasks of the participants is to relate the two items. 
In the process of discussing the relationship, the group may bring out the adminis- 
trative technique of skimming through the in*basket to put connected items together* 

Z. These two items should raise some questions in the mind of Homer Sage. Those 
questions, which may be of help during the discussion, are as follows: 

a. Should I "kick up some fuss" about this» as Eraest recommends, or should I in- 
sist that we comply with the follow-up wire? If the latter, how should I do it? If 
the former, what dangers does it present? 

b. What kind of reports control system does the atation have which would let this 
situation occur? Does it need some improvement? 

c. Has the delay been caused by any foot-dragging on Ernest's part? If so, what 
can I do to get him to change his attitude? 

ITEM 3 



This is a item/ At a quick reading it might look like a "nice" letter which calls 

for a "nice" answer to Edward Euphoria. A more careful reading will raise some serious 
questions, such as - 

a. Was this gift iinprompted or was it solicited by Joe Smith? 

b. The way the letter is worded indicates that Mr. Euphoria may have given checks to 
the nursing assistants who were on duty the day he left. Is this true? If true, is it 
an isolated instance or a common practice? 

c. Should I have this looked into in my absence or should it be held till my return? 

d. If I wait, is it likely to "hit the papers" in my absence? If I have somebody look into 
it, who should it be? Should he make a discreet inquiry to start with? If the facts 
warrant a full scale investigation, should this be started in my absence or held till 
my return? 

ITEM 4 



This is designed as an "urgent" item. Some of the Homer Sages will probably decide that 
it*s so "hot" that the person they select to take care of it should do so immediately. Some 
of the thoughts that the Homer Sages might wish to jot down in their notes to the selected 
person are - 

a. First, what are the facts? From Miss Utilis' note there apparently has been an in- 
cident concerning a patient, Sam E. Leper. Did he "escape"? Is he dangerous? If 
so, have the civil authorities been notified? 

b. After getting the facts, check with the person who has been handling contacts with 
the local newspapers. What have our relationships with the Utopia Gazette been? 
What kind of a person is Mr. Deadline? For example, does he look for scare head- 
lines? After doing this, call Mr. Deadline, because this can't wait for my return. 

c. After I return, I'd like to get a complete fill-in. In particular I*d like your opinion 
as to whether we should consider further action, such as a possible investigation. 

d. Why did I have to learn this from the paper? Should we also talk to the Utopia Daily 
Tabloid? (See item 18.) Shouldn't we protect the patient's right to privacy by refus- 
ing to discuss his condition with the press? 
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ITEM 5 



This item it alto an urgent one. It alto hat a ticklith public relationt angle, even though 
not at inherently dangerout at that in Item 4. Some of the quettiont that might occur to 
Homer Sage are - 

a. Mr. Joiner thould be told immediately that Mr. Stone hat trantferred and will not be 
here to tpeak at the luncheon. 

b. It this enough, however? Should we leave Mr. Joiner in the tpot of having to find 
another tpeaker on very thort notice? Wouldn't it be better to have tomeone at the 
ttation tubttitute at the tpeaker? If to, who? 

c* At to the tecond paragraph, doet Mr. Clote have a 60*day grace period? If not, he 
may need an antwer very quickly. Would the Chief, Contact Divition, be able to an- 
twer tho quettion or would it require tomeone with a more tpecialised knowledge of 
inturance activitiet? 

ITEMS 6 AND 7 



Itemt 6 and 7 thould be teparated in the kit of materialt. Some of the group membert who 
tie the itemt together will treat them alike. But thould they? 

The group will probably agree that Item 7 it routine and thould be tigned. There will 
probably be two principal reactiont to Item 6 at follow t: 

"Thit it one of the key potitiont of the ttation. I will pottpone tigning until I return 
and can learn more about Edward Corbett." 

"I can't hope to learn much about Edward Corbett in a thort time. I have to rely on 
the judgment of Hiram Fatt, to I'll tign." 

Even though Item 7 it con tide red at routine, it thould raite tome quettiont in the mind 
of the Homer Saget. For example - 

"Why doet a promotion to GS-3 come over my detk?" 

"It thit typical of the ttate of delegation of authority at the ttation?" 

"Should I make a note to check on thit after I return?" 

ITEM 8 



Thit it an example of a "touchy" item. Some may sign the memorandum, teeing it at a 
logical tolution to the problem. Other t will feel that it it not a matter of logic and that 
pretcribing what female employeet will wear it treading on dangerout ground. 

Thote who tente thit "touchy" atpect will tuggett variout wayt of handling the matter. 
For example, tome may note the item to be held for their return; others may refer the 
memorandum to I.M. Vigilant with a tuggettionthathe di^cutt the matter with Hiram Fatt, 
the Pertonnel Officer, and that they develop a way of retolving the problem thiough an 
educational approach. 

ITEM 9 



Thit item involvet the quettion of timing. Should the visit of the internal audit team be 
deferred or not? The two views on this are represented as follows: 

"Request that the visit be deferred. This will give me time to learn more about the 
station. It will show loyalty to the employees"* 
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'^Tell the team to come ahead. This it the time to have an audit. It will give me an 
objective view of what needs to be done." 

The group members who favor the second approach may wish to discuss what might be 
done in addition to replying to Mr. Leonard's letter. For example - 

- Inform the staff and solicit their cooperation* 

- Assure the employees that the visit isn't due to the fact that there is a new manatfer. 
ITEM 10 



Mr. Goode's letter may raise the following questions in the minds of the Homer Sages: 

- Is this man a crackpot? 

- Suppose he is a crackpot, might he not be telling the truth? 

Thtf item will probably yield a larger variety of responses than many of the others. Here 
are some - 

"Reseal the letter and hold. On my return I will talk to the Assistant Manag^x^ and 
find out if there is a problem of missing linen." 

''I will review thtr letter when I return and then call in Mr. Goode and talk to him*" 

^'I would inform Mr. Goode, through his department head, that I will meet with him 
when I return*" 

"I would have Mr. Lee Gill, the Chief Attorney, check on Mr. Goode in my absence*" 
"I would write directly to Goode and set up an appointment with him when I retur n." 
ITEM 11 



*This item faces the Homer Sages with this pussier - 

"The letter is not a shining example of 4-S principles* It could be grea*:ly improved. 
But Mr. Roe fears he will lose the house he is arranging to purchase unless he ob* 
tains a direct loan. Will a delay for rc^writin^ add materially to this danger?" 

The letter may also cause the Homer Sages to wonder about the general state of letter 
writing at the station* Some of them may mention that IMy plan to check on their return 
to see if 4-S training is needed. 

ITEMS 12 AND 13 



These items should be separated in the kit of materials. Discuss Item 12 first* Some 
members will treat the item independently and others will then point out the relationship 
of Item 13. 

The two points of view on the relationship are expressed by the following: 

"After we requested authority to use paid advertising* Hiram Fast learned of a pos- 
sible strike of non«>professional nursing help in local hospitals. It would be better 
to hold up on the advertising." 

"Our primary consideration is to staff our hospital* The local hospitals have hired 
from us. Besides, even t£ we advertise, we wouldn't have to hire? away from the 
other hospitals." 
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These items should be separated in the kit of materials. Unlike the other pairs they are 
indirectly, rather than directly, related. 

Some of the Homer Saf^es may sense something symptomatic in the Adjudication Division, 
something that needs looking into. They may also wonder about Mr. Anthony "tattling" in 
this manner and may want to check later on the possibility of cliques and factions at the 
station. 

ITEM 16 

This, like Item 8, is a "touchy" item. Some questions that may occur to the Homer Sages 
are - 

"How many instances have occurred where an employee is under the direct super- 
vision of a member of his iairily?" 

"Can the situation be handled normally by scheduling?" 

"Would the issuance of the memorandum produce any adverse reactions? For ex* 
ample, how would the Nursing Assistants feel about their social status?" 

"What about Dr. Meek? Should he have given his opinion and not simply put down 
•Noted'?" 

ITEM 17 

This letter raises the question of the extent to which Homer Sage should rexy, for this 
item, on staff reconmiendations. Some group members will sign the letter on the basis 
that it is technically correct and that they would rely on the recommendations of the Em- 
ployee Hearing Committee. 

Most of the group will probably oppose this view for the following reasons: 

"This is an important action. There should be time to consider it." 

"The Employee Hearing Committee merely recommends. The manager makes the 
decision and he should not do so hastily." 

"If I sign this letter I am certifying that 'I have carefully considered all of the evi- 
dence of record.' This simply is not true." 

ITEM 18 

This item has a public reL'ttions aspect that adds to its urgency. It will probably yield a 
variety of responses. Here are some - 

"Refer the letter to Lee Gill. Tell him he may be called by the Tabloid and ask him 
to get all the facts in anticipation of the call." 

"Have someone call the Tabloid and get the facts to them in advance." 
"Write ta John Sharp-Quill and explain the policy to him." 

"Write to Sharp-Quill* the congressman, and the Tabloid. Explain that you will look 
into the matter on your return. Send a copy of the letter to the Area Information 
Representative. 
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"Reconnoiter first; Sharp-Quill's reaction may be due to overiensitivity on his part. 
Refer to the Personnel Officer to prepare a reply for 'my' signature and to hold the 
reply for my return. Have Mr. Fast ask the Tabloid to check with us for the facts 
on the letter they receive." 

"Refer the letter to the Deputy Fair Employment Officer and ask him to check on it." 
ITEM 19 

This item also has a public relations aspect, although not with the same urgency as Item 
18. The majority of the group will probably feel that the questions cannot be answered by 
the Center, that the letter should be referred to CO or the appropriate District Office, 
and that Mr. Blue should be told about the referral. 

ITEM 20 

Some of the thoughts that might occur to the Homer Sages are - 

"A previous warning apparently didn't seem to be effective. Would another one work 
any better?" 

"These leaks shoxild be stopped, but in the course of stopping them we must also be 
careful to maintain our relations with the service organizations. I should move 
carefully in this matter." 

"It might be well to 'get the facts.' If so, should I refer the matter to Lee Gill, who 
will be acting in my absence or back to Mr. Touch?" 

ITEM 21 

This item poses a knotty problem, not susceptible to an easy answer. 
On the one hand, according to Dexter Dreen's letter - 

- he has not taken drugs for over two years. 

- Dr. Meek admitted that he, Dreen, had been doing good work. 

- The Center is short of clinical psychologists. 

- His professional career woxild be ruined by removal. 
On the other hand - 

- Dreen did conceal his past history of addiction. 

- The percentage of regression of narcotic addicts is high. 

- The hospital's community relations might be harmed if it gets out that Dreen was 
kept on the staff after his history of past addiction became known. 

Another problem is that Dreen's letter states, "I desperately need to see you this morn- 
ing." Dreen is obviously in a highly emotional state. Is he likely to do something rash if 
Homer Sage doesn't arrange for somebody to talk to him? 
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